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This	  study	  looks	  at	  how	  genera3onal	  changes	  and	  a5tudes	  impact	  the	  Navy.	  The	  study	  was	  conducted	  by	  Dr.	  Anna	  




The	  Secretary	  of	  the	  Navy’s	  stated	  vision	  for	  21st	  century	  Sailors	  (and	  Marines)	  is	  to	  improve	  readiness	  and	  maintain	  
the	  resiliency	  of	  the	  force,	  as	  well	  as	  to	  maintain	  combat	  effec3veness	  by	  improving	  the	  health	  and	  well-­‐being	  of	  
Sailors	  (and	  Marines).	  	  On	  paper,	  the	  USN	  acknowledges	  that	  to	  do	  this	  it	  needs	  a	  strong	  organiza3onal	  culture	  that	  
ins3lls	  loyalty,	  rewards	  performance,	  and	  offers	  work-­‐life	  balance.	  	  	  
	  	  
However,	  without	  taking	  into	  account	  ongoing	  changes	  in	  the	  country’s	  and	  the	  Navy’s	  demographics,	  and	  without	  
factoring	  in	  evolving	  social	  a5tudes	  toward	  work,	  job	  sa3sfac3on,	  and	  family	  life,	  the	  Navy	  may	  be	  hard	  pressed	  to	  
retain	  sufficient	  high	  value	  talent.	  	  	  
	  	  
If,	  for	  instance,	  widely	  held	  assump3ons	  about	  inter-­‐genera3onal	  differences	  are	  correct,	  then	  differences	  among	  
Boomers,	  Gen	  Xers,	  Gen	  Yers	  (aka	  Millenials),	  and	  Gen	  Zers	  will	  have	  a	  pronounced	  impact	  on	  reten3on.	  	  	  
	  	  
But	  –	  are	  inter-­‐genera3onal	  differences	  as	  profound	  as	  the	  literature	  suggests?	  	  Par3cularly	  when	  it	  comes	  to	  high	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  SOCOM-­‐sponsored	  Defense	  Analysis	  Department	  at	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  She	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  supervised	  well	  over	  100	  Masters	  theses	  at	  NPS,	  a	  number	  of	  which	  have	  focused	  on	  
recruitment,	  reten3on,	  and	  related	  issues,	  to	  include	  the	  widely	  distributed	  “High	  Value	  Talent:	  Iden3fying,	  Developing,	  
and	  Retaining	  Naval	  Special	  Warfare’s	  Best	  Leaders”	  (June	  2012).	  	  	  
	  
Anita	  Salem	  is	  a	  design	  researcher	  who	  specializes	  in	  strategic	  communica3on,	  strategic	  planning,	  and	  leadership	  
development	  and	  has	  conducted	  stakeholder	  research	  and	  facilitated	  ac3on	  planning	  with	  Navy	  leadership	  and	  staff.	  
She	  has	  helped	  the	  Navy	  develop	  opera3onal	  plans	  for	  integra3ng	  enlisted	  women	  on	  submarines,	  improving	  energy	  
use	  in	  the	  opera3onal	  forces,	  expanding	  safety	  awareness,	  and	  streamlining	  Navy	  informa3on	  systems.	  	  	  
	  
3	  
This	  study	  is	  comprised	  of	  three	  parts.	  	  Part	  I	  examines	  findings	  from	  the	  literature	  about	  genera3onal	  differences.	  	  Part	  
II	  reports	  on	  the	  results	  from	  two	  sets	  of	  workshops	  held	  in	  two	  different	  venues.	  	  The	  first	  venue	  was	  on	  an	  LHD	  
underway.	  	  The	  second	  was	  an	  intensive	  three-­‐day-­‐long	  workshop	  held	  at	  NPS.	  	  Both	  sets	  of	  workshops	  were	  
conducted	  using	  design	  thinking	  and	  future	  scenario	  planning.	  	  Part	  III	  examines	  reten3on	  and	  lists	  a	  number	  of	  
ac3onable	  recommenda3ons.	  	  It	  also	  suggests	  ways	  in	  which	  the	  USN	  can	  u3lize	  design	  thinking	  as	  a	  reten3on	  tool.	  	  




Genera3onal	  differences	  are	  said	  to	  affect	  leadership	  and	  communica3on	  styles,	  values,	  and	  beliefs.	  	  Of	  course,	  other	  
variables	  –	  related	  to	  ethnic,	  gender,	  and	  socio-­‐cultural	  diversity;	  levels	  of	  educa3on;	  life	  experience;	  and	  changing	  
social	  trends	  writ	  large	  –	  off-­‐set,	  counter-­‐balance,	  and	  some3mes	  override	  the	  influence	  of	  ‘genera3onal’	  a5tudes	  on	  
individuals’	  decisions	  to	  stay	  in	  the	  Navy.	  
	  	  
Indeed,	  our	  shipboard	  and	  NPS-­‐based	  discussions	  about	  this	  topic	  with	  Sailors,	  JOs,	  and	  others	  revealed	  that	  while	  
some	  inter-­‐genera3onal	  issues	  are	  likely	  to	  affect	  reten3on,	  these	  may	  be	  fewer	  and	  different	  than	  those	  the	  literature	  
suggests.	  	  	  
	  
5	  
The	  literature	  can	  be	  divided	  into	  three	  streams.	  	  Some	  authors	  see	  dis3nct	  inter-­‐genera3onal	  differences	  between	  
Boomers	  and	  Gen	  Xers,	  and	  Gen	  Xers	  and	  Millenials	  (or	  Gen	  Yers).	  	  Others	  think	  that	  where	  individuals	  are	  in	  terms	  of	  
their	  stage	  of	  life	  is	  more	  important	  than	  which	  genera3on	  they	  belong	  to.	  	  And	  yet	  others	  contend	  that	  any	  perceived	  
differences	  are	  best	  explained	  by	  societal	  trends	  that	  have	  impacted	  everyone.	  We	  believe	  there	  is	  merit	  to	  pulling	  
from	  each	  of	  these	  approaches	  and	  re-­‐combining	  them	  in	  a	  way	  that	  	  beler	  fits	  with	  who	  the	  Navy	  is	  likely	  to	  alract	  
and	  who	  it	  might	  want	  to	  seek	  to	  retain.	  	  	  
	  	  
Although	  approximately	  50%	  of	  Navy	  personnel	  are	  said	  to	  be	  Millenials,	  scholars	  note	  that	  it	  is	  too	  early	  to	  generalize	  
about	  Millenials	  accurately;	  not	  enough	  data	  has	  yet	  been	  collected.	  	  If	  this	  is	  true	  of	  Millenials,	  even	  less	  longitudinal	  
data	  exists	  about	  Gen	  Zers.	  	  Consequently,	  and	  because	  those	  who	  par3cipated	  in	  our	  workshops	  were	  mostly	  
Millenials,	  along	  with	  some	  Gen	  Xers	  –	  E-­‐1s	  to	  E-­‐4s,	  and	  0-­‐1s	  to	  0-­‐4s	  (ages	  19	  to	  34)	  –	  we	  focus	  more	  on	  the	  laler	  two	  
groups.	  	  	  
	  	  
Among	  our	  other	  caveats:	  over	  the	  course	  of	  our	  8-­‐day	  LHD	  embark,	  we	  conducted	  as	  many	  workshops	  as	  we	  could,	  
each	  las3ng	  approximately	  2	  hours.	  	  And	  while	  being	  on	  a	  ship	  was	  invaluable,	  we	  were	  only	  on	  one	  ship.	  	  (Though	  
Prof.	  Simons	  also	  did	  a	  transit	  earlier	  in	  the	  year	  on	  another	  LHD.)	  Likewise,	  while	  we	  were	  able	  to	  run	  a	  three-­‐day	  long	  
design	  thinking	  workshop	  at	  NPS,	  this	  drew	  from	  just	  one	  community:	  Cyber.	  
	  	  
Consequently,	  what	  we	  present	  is	  sugges3ve.	  	  It	  is	  also	  why,	  among	  our	  ac3onable	  recommenda3ons	  is	  a	  
recommenda3on	  to	  urge	  the	  Navy	  to	  make	  use	  of	  design	  thinking	  (or	  its	  equivalent)	  to	  assess	  the	  issue	  of	  reten3on	  
community	  by	  community.	  	  We	  will	  explain	  why	  we	  think	  adop3ng	  a	  design	  thinking	  approach	  is	  the	  way	  to	  go.	  	  Chief	  
among	  the	  reasons	  is	  that	  it	  is	  collabora3ve.	  	  	  
	  
6	  
Two	  paradoxes	  define	  military	  life.	  	  The	  first:	  every	  individual	  needs	  to	  feel	  he	  or	  she	  is	  indispensable;	  this	  is	  what	  
enables	  individuals	  to	  want	  to	  give	  their	  all	  and	  it	  is	  also	  what	  makes	  the	  whole	  greater	  than	  the	  sum	  of	  its	  parts	  
(whether	  we	  are	  talking	  about	  a	  squadron,	  Department,	  ship	  crew,	  SEAL	  platoon,	  etc.).	  	  Yet,	  for	  reasons	  having	  to	  do	  
with	  bureaucracy,	  alri3on,	  and	  sheer	  size,	  the	  Navy	  (like	  each	  of	  the	  other	  Services)	  needs	  to	  view	  every	  individual	  as	  
interchangeable.	  	  	  
	  	  
At	  the	  same	  3me,	  while	  all	  ranks	  need	  to	  feel	  as	  though	  they	  are	  equally	  integral,	  and	  thus	  Sailors	  at	  sea	  need	  to	  be	  
made	  to	  feel	  as	  though	  they	  are	  as	  important	  as	  the	  Captain,	  the	  USN	  cannot	  func3on	  effec3vely	  without	  a	  well-­‐led	  
hierarchy.	  	  This	  represents	  Paradox	  #2.	  
	  	  
Hierarchy	  is	  absolutely	  essen3al	  to	  a	  vessel	  being	  able	  to	  run	  24/7.	  	  How	  to	  square	  teamwork	  and	  a	  “we	  are	  all	  in	  this	  
together”	  ethos	  with	  ge5ng	  young	  people	  to	  recognize	  why	  they	  should	  want	  to	  accede	  to	  hierarchy	  represents	  a	  




Among	  our	  conclusions:	  collabora3on	  on	  an	  issue	  like	  reten3on	  can	  make	  a	  profound	  difference.	  	  Engaging	  Service	  
members	  to	  help	  design	  mi3ga3on	  strategies	  to	  address	  reten3on	  community	  by	  community	  won’t	  just	  yield	  
prac%cable	  solu%ons	  for	  the	  Navy,	  but	  would	  help	  the	  USN	  demonstrate	  to	  its	  most	  important	  stakeholders	  –	  
promising	  young	  Sailors	  and	  officers	  –	  that	  it	  does	  have	  a	  stake	  in	  them.	  	  In	  other	  words,	  key	  to	  the	  Navy	  demonstra3ng	  
its	  commitment	  to	  its	  most	  promising	  young	  Sailors	  and	  officers	  is	  to	  treat	  them	  as	  mature,	  thinking	  adults.	  	  	  
	  	  
We	  believe	  two	  other	  keys	  to	  retaining	  high	  value	  talent	  are:	  1)	  to	  provide	  just	  enough	  unique	  opportuni3es	  staggered	  
over	  the	  length	  of	  a	  career,	  and	  2)	  to	  ensure	  that	  Service	  members’	  work	  environment	  is	  as	  challenging	  but	  posi%ve	  as	  
any	  other	  the	  Service	  member	  might	  contemplate.	  
	  	  	  
Bolom	  line:	  the	  USN	  needs	  to	  make	  more	  not	  less	  of	  its	  uniqueness.	  
	  	  
Because	  numerous	  other	  reten3on	  studies	  have	  already	  urged	  increasing	  opportuni3es	  for	  higher	  educa3on,	  
sabba3cals,	  exchanges	  with	  industry,	  on-­‐and-­‐off	  ramps,	  and	  more	  and	  different	  forms	  of	  compensa3on,	  benefits,	  and	  
career	  choice,	  we	  won’t	  dwell	  on	  those	  here.	  	  This	  does	  not	  mean	  we	  do	  not	  think	  these	  are	  important.	  	  Rather,	  we	  
want	  to	  focus	  on	  an	  area	  that	  has	  received	  less	  alen3on	  and	  where	  ac3on(s)	  may	  be	  easier	  to	  take:	  the	  work	  
environment.	  	  	  	  
	  	  
Basically,	  the	  more	  unique	  opportuni3es	  the	  Navy	  can	  offer	  –	  and	  keep	  offering	  –	  across	  the	  arc	  of	  Service	  members’	  
careers,	  the	  more	  likely	  it	  will	  be	  to	  retain	  high	  value	  talent.	  	  To	  succeed	  at	  retaining	  high	  value	  talent,	  however,	  the	  




There	  are	  mul3ple	  ways	  to	  define	  the	  term	  ‘genera3on’:	  	  
•  biologically	  –	  according	  to	  reproduc3ve	  age	  
•  calendrically	  –	  by	  birth	  year,	  in	  decade-­‐	  or	  quarter	  century-­‐long	  increments	  
•  socially	  –	  by	  Big	  Events	  
•  technologically	  –	  by	  life-­‐altering	  technological	  developments	  (e.g.	  radio,	  television,	  the	  internet,	  ‘apps’)	  	  
•  culturally	  –	  music,	  movies,	  TV	  shows	  
	  	  
Most	  of	  these	  end	  up	  overlapping	  (as	  can	  be	  seen	  on	  the	  slide).	  
	  
At	  least	  two	  addi3onal	  problems	  challenge	  the	  idea	  of	  there	  being	  any	  such	  thing	  as	  ‘a’	  genera3on.	  	  First,	  not	  everyone	  
agrees	  on	  when	  one	  genera3on	  begins	  and	  another	  ends.	  Second,	  just	  because	  two	  people	  belong	  to	  the	  same	  birth	  
cohort	  does	  not	  mean	  their	  life	  experiences	  are	  similar:	  think	  urban	  Chicago	  versus	  Bule,	  Montana.	  Recently,	  for	  
instance,	  it	  has	  been	  pointed	  out	  that	  younger	  Boomers	  and	  older	  Boomers	  do	  not	  have	  as	  much	  in	  common	  as	  the	  
label	  ‘Boomer’	  implies.	  	  One	  person	  has	  even	  suggested	  that	  Boomers	  be	  divided	  into	  two	  separate	  genera3ons.	  	  He	  
cites	  several	  reasons.	  	  First,	  he	  points	  to	  the	  movies	  Boomers	  grew	  up	  with,	  and	  compares	  ‘Ben	  Hur’	  and	  ‘West	  Side	  
Story’	  which	  won	  Oscars	  in	  the	  ‘60s	  with	  Academy	  Award	  winners	  ‘Kramer	  vs.	  Kramer’	  and	  ‘Ordinary	  People’	  more	  than	  
a	  decade	  later.	  	  Or,	  he	  cites	  music.	  	  Or,	  as	  he	  points	  out,	  there	  is	  the	  Vietnam	  War	  –	  which	  was	  a	  major	  issue,	  but	  really	  
only	  through	  1973.	  	  	  	  
	  	  
Or,	  for	  a	  different	  approach	  to	  the	  idea	  of	  genera3ons,	  consider	  the	  extent	  to	  which	  the	  ‘60s	  and	  ‘70s	  con3nue	  to	  
reverberate	  today.	  	  Take	  the	  loosening	  of	  social	  mores.	  	  At	  least	  one	  well-­‐published	  Gen	  Xer	  refers	  to	  his	  genera3on	  as	  
the	  Divorce	  Genera3on:	  “Every	  genera3on	  has	  its	  life-­‐defining	  moments.	  	  If	  you	  want	  to	  find	  out	  what	  it	  was	  for	  a	  
member	  of	  the	  Greatest	  Genera3on,	  you	  ask	  “Where	  were	  you	  on	  D-­‐Day?”	  	  For	  baby	  boomers,	  the	  ques3ons	  are:	  
‘Where	  were	  you	  when	  Kennedy	  was	  shot?’	  or	  ‘What	  were	  you	  doing	  when	  Nixon	  resigned?’	  	  For	  much	  of	  my	  
genera3on	  –	  Gen	  X,	  born	  between	  1965	  and	  1980	  –	  there	  is	  only	  one	  ques3on:	  ‘When	  did	  your	  parents	  get	  divorced?’	  	  
Our	  lives	  have	  been	  framed	  by	  the	  answer.”	  	  
	  
Here,	  then,	  is	  just	  one	  example	  of	  the	  way	  in	  which	  one	  genera3on	  can	  be	  deeply	  affected	  by	  the	  behavior	  of	  those	  




It	  is	  common	  in	  the	  popular	  literature	  for	  different	  genera3ons	  to	  be	  characterized	  according	  to	  different	  sets	  of	  traits.	  	  
According	  to	  two	  experts	  on	  Millenials	  (Neil	  Howe	  and	  William	  Strauss),	  Millenials	  exhibit	  a	  suite	  of	  seven	  traits.	  	  
Millenials	  regard	  themselves	  as:	  
•  special	  –	  collec3vely	  vital	  to	  the	  na3on	  
•  sheltered	  –	  they	  were	  raised	  protec3vely,	  	  
•  confident	  –	  they	  are	  trus3ng	  and	  op3mis3c	  
•  team-­‐oriented	  
•  achieving	  	  
•  pressured	  –	  as	  in	  feeling	  pressured	  to	  excel,	  which	  also	  makes	  them	  risk	  averse;	  and	  	  
•  conven3onal	  -­‐-­‐	  or	  comfortable	  with	  their	  parents’	  values	  and	  social	  rules	  
	  	  
For	  its	  part,	  the	  Pew	  Research	  Center	  has	  described	  Millenials	  as:	  more	  diverse,	  less	  religious,	  more	  upbeat,	  less	  likely	  
to	  have	  served	  in	  the	  military,	  more	  educated,	  more	  liberal,	  and	  more	  skep3cal	  of	  people	  than	  their	  predecessors.	  	  Or	  
as	  a	  Next	  Genera3on	  Workforce	  study	  echoes,	  Millenials	  are	  “highly	  educated,	  cause-­‐driven,	  liberal	  leaning,	  
collabora3ve	  in	  nature	  and	  connected	  online.”	  	  
	  	  
Except	  –	  while	  this	  might	  describe	  those	  who	  fit	  a	  certain	  (read:	  college-­‐bound,	  middle	  class	  or	  beler)	  profile,	  it	  does	  
not	  necessarily	  describe	  all	  the	  pools	  of	  Millenials	  from	  whom	  the	  USN	  recruits.	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Meanwhile,	  if	  we	  broaden	  our	  aperture	  from	  what	  is	  ‘different’	  about	  a	  par3cular	  age	  group	  to	  what	  suffuses	  society	  at	  
large,	  and	  then	  gets	  given	  a	  par3cular	  spin	  by	  the	  young,	  we	  might	  do	  beler.	  	  	  
	  	  
Oten	  an	  en3re	  genera3on	  will	  get	  tagged	  for	  exhibi3ng	  traits	  that	  actually	  permeate	  society	  as	  a	  whole.	  	  For	  instance,	  
while	  Boomers	  didn’t	  grow	  up	  with	  cell	  phones,	  and	  young	  people	  appear	  to	  be	  incapable	  of	  living	  without	  them,	  it	  
turns	  out	  that	  many	  Boomers	  stay	  just	  as	  ‘connected’	  as	  do	  their	  children	  and	  grandchildren.	  
	  	  
Without	  ques3on,	  young	  adults	  are	  shaped	  by	  the	  world	  in	  which	  they	  grew	  up.	  	  For	  instance,	  to	  return	  to	  the	  idea	  of	  
the	  Divorce	  Genera3on,	  here	  is	  what	  the	  Gen	  Xer	  who	  ini3ally	  described	  it	  went	  on	  to	  write:	  “Having	  grown	  up	  without	  
stable	  homes,	  we	  pour	  everything	  that	  we	  have	  into	  giving	  our	  children	  just	  that,	  no	  maler	  how	  many	  sacrifices	  it	  
involves.”	  
	  	  
Indeed,	  if	  you	  look	  at	  the	  amount	  of	  3me	  Gen	  X	  fathers	  want	  to	  spend	  helping	  to	  raise	  their	  children,	  their	  a5tude	  
represents	  a	  sea	  change	  from	  the	  Great	  San3ni	  era	  (when	  a	  man’s	  job	  came	  first,	  and	  everything	  else	  came	  a	  distant	  
second).	  	  Is	  it	  accurate	  to	  say	  that	  all	  young	  fathers	  today	  are	  devoted	  to	  family	  life?	  	  Hardly.	  	  But	  like	  other	  a5tudes	  to	  
be	  described,	  making	  family	  a	  priority	  has	  become	  an	  accepted	  if	  not	  expected	  societal	  norm.	  	  	  
	  	  
Something	  else	  that	  has	  suffused	  society	  since	  the	  ‘60s	  and	  ‘70s	  is	  the	  ongoing	  acceptance	  of	  rela3vism.	  	  Over	  the	  
decades	  an	  “anything	  goes”	  approach	  to	  life	  has	  created	  new	  opportuni3es	  and	  introduced	  new	  tensions,	  both	  in	  
society	  and	  for	  youth.	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Other	  trends	  that	  affect	  all	  of	  us,	  but	  can	  appear	  to	  be	  more	  pronounced	  in	  youth	  are:	  
	  
Chasing	  the	  happiness	  dragon	  It	  has	  been	  said	  that	  “the	  American	  Dream	  and	  the	  pursuit	  of	  happiness	  have	  morphed	  
from	  a	  quest	  for	  general	  contentment	  to	  the	  idea	  that	  you	  must	  be	  happy	  at	  all	  3mes	  and	  in	  every	  way.”	  	  Boomers	  
have	  long	  been	  accused	  of	  seeking	  immediate	  gra3fica3on.	  But	  thanks	  to	  technology,	  that	  quest	  is	  now	  easier	  to	  
pursue	  for	  all	  Americans,	  and	  at	  ever	  younger	  ages.	  
	  
Independence/autonomy	  Nearly	  40%	  of	  18-­‐31-­‐year-­‐olds	  live	  with	  their	  parents,	  a	  higher	  propor3on	  than	  ever	  before.	  	  
At	  the	  same	  3me,	  fewer	  drive.	  	  While	  80%	  of	  18-­‐year-­‐olds	  had	  driver’s	  licenses	  in	  the	  early	  1980s,	  only	  61%	  did	  in	  2010.	  	  
As	  one	  social	  commentator	  has	  remarked,	  today	  “cars	  hardly	  count	  as	  the	  potent	  symbols	  of	  power,	  maturity,	  and	  self-­‐
reliance	  they	  represented	  half	  a	  century	  ago.”	  	  	  	  
	  
Informa%on	  While	  cri3cs	  worry	  that	  the	  sheer	  quan3ty	  of	  unfiltered	  informa3on	  bombarding	  young	  people	  today	  is	  
making	  them	  shallower,	  skep3cs	  counter	  that	  we	  can’t	  possibly	  know	  what	  effect	  so	  many	  forms	  of	  24/7	  media	  will	  
have	  or	  are	  having	  since	  alen3on	  spans	  have	  never	  been	  systema3cally	  studied.	  	  At	  the	  same	  3me,	  technophiles	  
skewer	  the	  no3on	  that	  youth	  can’t	  focus	  by	  poin3ng	  out	  that	  the	  same	  people	  who	  say	  young	  people	  “have	  no	  
alen3on	  span	  say	  they	  spend	  all	  their	  3me	  playing	  video	  games,	  in	  which	  they	  show	  sustained	  alen3on.”	  
	  
However,	  no	  one	  disputes	  the	  fact	  that	  people	  of	  all	  ages	  are	  having	  a	  harder	  3me	  successfully	  coping	  with	  and/or	  
ve5ng	  all	  the	  informa3on	  available.	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Social	  media	  	  While	  some	  consider	  hyper-­‐s3mula3on	  –	  and	  the	  need	  to	  stay	  connected	  to	  mul3ple	  forms	  of	  media	  –	  to	  
already	  be	  a	  problem,	  others	  note	  that	  social	  bonds	  have	  broadened	  as	  a	  consequence.	  	  Others	  point	  out	  that	  today’s	  
youth	  are	  excellent	  at	  crea3ng	  alternate	  iden33es	  –	  a	  sure	  sign	  of	  crea3vity	  –	  though	  some	  worry	  that	  being	  able	  to	  
pretend	  to	  be	  other	  people	  also	  makes	  youth	  too	  comfortable	  with	  dissembling.	  
	  
Ins%tu%onal	  Detachment	  	  Different	  sources	  report	  that	  18-­‐23	  year-­‐olds	  are	  increasingly	  disconnected	  from	  organized	  
poli3cs,	  religion,	  marriage,	  and	  the	  military.	  	  But	  dissocia3on	  from	  tradi2onal	  ins3tu3ons	  is	  hardly	  confined	  to	  youth.	  	  
Nor,	  as	  Robert	  Putnam’s	  2001	  classic	  Bowling	  Alone	  makes	  clear,	  is	  this	  a	  par3cularly	  new	  development.	  	  	  
	  
Work	  Ethic	  	  Although	  Genera3ons	  X	  and	  Y	  are	  oten	  accused	  of	  having	  a	  weak	  or	  non-­‐existent	  work	  ethic,	  the	  very	  
nature	  of	  work	  has	  profoundly	  changed.	  	  Overall,	  many	  fewer	  Americans	  engage	  in	  manual	  or	  hard	  physical	  labor	  of	  
any	  kind.	  	  Fewer	  s3ll	  seem	  willing	  to	  take	  on	  demanding	  jobs	  (witness	  the	  number	  of	  jobs	  that	  remain	  unfilled	  despite	  
high	  unemployment	  rates).	  	  	  
	  
Jobs	  	  Not	  only	  concep3ons	  of	  what	  cons3tutes	  ‘work,’	  but	  what	  kind	  of	  work	  is	  worthwhile	  have	  changed	  considerably	  
over	  the	  past	  several	  decades.	  	  At	  the	  same	  3me,	  even	  before	  the	  Great	  Recession,	  holding	  down	  a	  job	  had	  ceased	  to	  
be	  regarded	  as	  the	  3cket	  to	  a	  stable,	  lifelong	  career.	  	  Many	  parents	  have	  accepted	  the	  idea	  that	  their	  children	  will	  
move	  from	  job	  to	  job	  and	  may	  never	  selle	  on	  a	  single	  career	  path.	  	  Nor	  has	  it	  just	  been	  the	  civilian	  workforce	  that	  has	  
been	  affected	  by	  new	  occupa3onal	  a5tudes.	  	  Given	  proposed	  changes	  in	  re3rement	  policies,	  serious	  ques3ons	  are	  
being	  raised	  about	  the	  nature	  of	  the	  military’s	  social	  contract	  with	  its	  Service	  members,	  and	  who	  should	  owe	  what	  to	  
whom,	  and	  for	  how	  long.	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There	  is	  ample	  anthropological	  evidence	  that	  when	  a	  society	  doesn’t	  force	  adolescents	  to	  grow	  up,	  they	  aren’t	  likely	  to.	  	  
Consequently,	  a	  youth-­‐oriented,	  “anything	  goes”	  society	  like	  ours	  can	  be	  harder	  on	  young	  people	  than	  adults	  realize.	  	  
Inconsistent	  expecta3ons,	  or	  expecta3ons	  that	  are	  too	  high,	  too	  low,	  or	  are	  otherwise	  unalainable,	  can	  be	  paralyzing.	  	  
And	  too	  much	  freedom	  can	  be	  confusing,	  or	  even	  exhaus3ng	  –	  something	  that	  those	  who	  grew	  up	  with	  fewer	  
freedoms,	  more	  constraints,	  and	  different	  pressures	  tend	  not	  to	  recognize.	  	  	  
	  
But	  here	  is	  where	  adolescents’	  arrested	  development	  actually	  presents	  the	  USN	  with	  opportunity.	  	  	  
	  	  
Consider	  the	  situa3on	  confron3ng	  young	  people:	  “the	  on-­‐ramp	  to	  adulthood	  is	  delayed	  and	  harder	  to	  reach	  today…	  
More	  demanding	  job	  requirements,	  coupled	  with	  the	  pressures	  of	  the	  recession,	  have	  delayed	  the	  transi3on	  to	  
adulthood	  in	  the	  past	  decade.”	  	  Imagine	  you	  are	  a	  young	  person,	  and	  your	  future	  looks	  lille	  different	  from	  the	  present:	  
“an	  en3re	  genera3on	  is	  pu5ng	  off	  the	  rituals	  of	  early	  adulthood:	  moving	  away,	  ge5ng	  married,	  buying	  a	  home	  and	  
having	  children…“	  
	  	  
As	  the	  idea	  of	  a	  career	  con3nues	  to	  recede	  –	  “just	  11%	  of	  employed	  young	  people	  in	  a	  recent	  Pew	  survey	  said	  they	  had	  
a	  career	  as	  opposed	  to	  ‘just	  a	  job’;	  fewer	  than	  half	  said	  they	  were	  even	  on	  track	  for	  one.”	  –	  young	  people	  face	  the	  
prospect	  of	  a	  life3me	  of	  uncertainty.	  	  As	  one	  Pew	  interviewee	  noted,	  “I	  have	  a	  hard	  3me	  planning	  10	  years	  in	  the	  
future	  when	  I	  can	  hardly	  plan	  three	  months	  in	  the	  future.”	  	  Or	  as	  another	  admiled,	  “You	  don’t	  dream	  big…	  You’re	  
always	  checking	  yourself,	  or	  you	  don’t	  even	  think	  about	  doing	  other	  things	  anymore.”	  	  	  
	  	  
Comments	  like	  these	  should	  be	  highly	  sugges3ve	  of	  what	  joining	  the	  Navy	  can	  offer	  beyond	  just	  economic	  security.	  	  
Even	  if	  the	  economy	  improves,	  what	  comments	  like	  these	  reveal	  is	  that	  many	  young	  people	  have	  already	  lost	  (if	  they	  
ever	  had)	  a	  grip	  on	  psychic	  security	  –	  or	  confidence.	  	  During	  the	  very	  period	  when	  young	  adults	  should	  be	  developing	  a	  
sense	  of	  meaning	  and	  purpose,	  they	  are	  adrit.	  	  	  
	  
Enter	  the	  Navy	  –	  and	  what	  it	  has	  to	  offer:	  structure,	  meaning,	  purpose,	  advancement,	  career.	  
14	  
For	  beler	  or	  worse,	  American	  culture	  lacks	  a	  society-­‐wide	  rite	  of	  passage	  to	  mark	  adulthood.	  	  Except	  in	  rare	  sub-­‐
cultures	  like	  the	  military,	  there	  are	  few	  true	  rites	  of	  passage	  at	  all.	  	  Anthropologically	  speaking,	  the	  purpose	  of	  a	  rite	  of	  
passage	  is	  to	  mark	  both	  a	  change	  in	  status	  and	  in	  maturity.	  	  Rites	  of	  passage	  not	  only	  augur	  the	  desire	  to	  take	  on	  more	  
and	  greater	  responsibili3es,	  but	  also	  ins3ll	  pride	  in	  being	  able	  to	  do	  so.	  	  	  	  	  	  
	  	  
Rites	  of	  passage	  are	  especially	  pronounced	  in	  gerontocra3c	  socie3es,	  and	  while	  the	  military	  is	  a	  classic	  gerontocracy	  in	  
one	  sense	  –	  meaning	  elders	  reign,	  but	  all	  juniors	  have	  a	  shot	  at	  becoming	  elders	  themselves	  one	  day	  –	  the	  military	  is	  
not	  governed	  like	  a	  gerontocracy.	  	  Rather	  than	  having	  a	  consensus-­‐seeking	  council	  of	  elders	  at	  the	  helm,	  the	  Navy	  is	  
run	  through	  a	  hierarchy	  of	  bosses	  who	  have	  the	  UCMJ	  authority	  to	  compel	  and	  not	  just	  impel	  others.	  
	  	  
As	  men3oned	  previously,	  hierarchy	  is	  essen3al	  to	  the	  military	  being	  able	  to	  func3on	  effec3vely.	  	  In	  fact,	  it	  is	  impossible	  
to	  conceive	  of	  a	  professional	  Navy	  without	  hierarchy.	  	  Yet,	  though	  this	  means	  ensigns	  and	  JOs	  will	  never	  be	  their	  
seniors’	  equals,	  and	  thus	  shouldn’t	  expect	  to	  be	  treated	  as	  though	  they	  are,	  this	  does	  not	  mean	  that	  their	  seniors	  
shouldn’t	  treat	  ensigns	  and	  JOs	  as	  mature,	  thinking	  adults.	  
	  	  	  
Service	  in	  the	  military	  is	  supposed	  to	  mature	  young	  men	  and	  women.	  	  Presumably,	  this	  will	  remain	  a	  major	  selling	  point	  
of	  Service	  in	  the	  21st	  century,	  and	  should	  be	  a	  claim	  that	  no	  other	  ins3tu3on	  can	  make	  as	  strongly	  or	  as	  convincingly.	  	  
Interes3ngly,	  the	  Army	  recently	  ran	  a	  series	  of	  commercials	  on	  television	  sugges3ng	  as	  much;	  the	  ad	  campaign	  
specifically	  targeted	  parents.	  	  However,	  while	  a	  television	  ad	  campaign	  can	  help	  sell	  the	  promise	  of	  maturity,	  the	  
military	  has	  to	  be	  able	  to	  walk	  the	  talk,	  and	  offer	  meaning	  and	  purpose,	  and	  treat	  individuals	  as	  mature,	  thinking	  adults	  
once	  they	  have	  passed	  through	  the	  basic	  school	  or	  boot	  camp.	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To	  say	  that	  youth	  want	  to	  be	  regarded	  as	  individuals	  and	  treated	  as	  adults	  is	  to	  state	  the	  obvious.	  	  Between	  the	  advent	  
of	  the	  ‘Me	  Genera3on,’	  the	  self-­‐esteem	  movement,	  and	  our	  no-­‐child-­‐let-­‐behind/they-­‐all-­‐deserve-­‐a-­‐trophy	  ethos,	  
society	  has	  turbo-­‐charged	  young	  adults’	  quest	  for	  recogni3on.	  	  	  
	  	  
This,	  along	  with	  society’s	  looser	  a5tude	  toward	  ‘work,’	  helps	  explain	  why	  young	  people	  today	  are	  more	  prone	  to	  head	  
for	  the	  exit	  if	  they	  feel	  they	  are	  being	  dismissed	  en	  masse,	  and	  are	  not	  being	  accorded	  sufficient	  respect.	  	  Of	  par3cular	  
note,	  among	  those	  most	  put	  off	  by	  not	  being	  treated	  as	  individuals	  or	  as	  adults	  are	  those	  who	  fully	  appreciate	  that	  they	  
are	  not	  yet	  their	  seniors’	  equals.	  	  Indeed,	  their	  yearning	  for	  alen3on	  is	  one	  proof	  that	  young	  people	  want	  higher-­‐ups’	  
mentoring	  –	  and	  guidance.	  	  	  
	  
16	  
At	  first	  glance,	  this	  yearning	  for	  guidance	  and	  structure	  can	  seem	  counter-­‐intui3ve,	  especially	  since	  a5tudes	  toward	  
authority	  have	  shited	  with	  the	  ongoing	  informaliza3on	  (or	  deformaliza3on)	  of	  society.	  	  We	  see	  this	  especially	  starkly	  
with	  paren3ng.	  	  As	  some	  have	  quipped,	  Millenials	  grew	  up	  with	  peer-­‐ents,	  not	  parents:	  “they’re	  used	  to	  seeing	  
authority	  figures	  as	  equals.”	  	  	  
	  	  
Flalened	  communica3ons	  further	  exacerbate	  this	  egalitarian	  a5tude	  by	  giving	  everyone	  the	  ability	  to	  communicate	  
with	  anyone	  they	  choose.	  	  	  
	  	  
Trends	  like	  these	  would	  seem	  to	  erode	  the	  need	  for	  hierarchy.	  
	  	  
Yet,	  tellingly,	  no	  one	  is	  talking	  about	  je5soning	  hierarchy.	  	  Especially	  not	  shipboard,	  where	  space	  restric3ons	  and	  who	  
needs	  to	  be	  on	  or	  near	  the	  bridge	  makes	  clear	  the	  need	  for	  a	  singular	  chain	  of	  command.	  	  	  
	  
Old	  styles	  of	  exer3ng	  status	  and	  rank	  may	  well	  need	  an	  overhaul.	  	  But	  the	  structure	  the	  Navy	  offers	  is	  not	  as	  
an3the3cal	  to	  youth	  as	  some	  might	  think.	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As	  a	  CNA	  review	  (“Millennial	  genera3on	  characteris3cs	  and	  military	  workforce	  implica3ons”)	  concluded	  in	  2005,	  “All	  
employees	  want	  to	  contribute	  to	  a	  greater	  mission,	  to	  be	  well-­‐compensated,	  to	  be	  valued	  and	  respected,	  and	  to	  be	  
trained,	  challenged,	  and	  developed.”	  
	  	  
It	  is	  now	  almost	  2015,	  and	  these	  same	  characteriza3ons	  s3ll	  apply,	  just	  as	  they	  likely	  will	  in	  2025.	  	  In	  fact,	  the	  same	  can	  
doubtless	  be	  wrilen	  of	  employees	  anywhere	  –	  though	  Servicemen	  and	  women	  are	  not	  simply	  employees.	  	  Instead,	  
they	  represent	  the	  thin	  line	  in	  the	  sand	  (or	  sea)	  between	  the	  U.S.	  and	  harm.	  	  A	  strong	  sense	  of	  mission	  doesn’t	  just	  
maler;	  it	  is	  essen3al.	  	  Nor	  does	  simply	  calling	  everyone	  a	  war-­‐fighter	  suffice.	  	  	  
	  	  
The	  connec%on	  to	  mission	  is	  crucial	  for	  morale	  and	  to	  sailors’	  and	  officers’	  sense	  of	  purpose.	  	  	  
	  
Young	  people	  want	  to	  understand	  the	  mission,	  and	  how	  the	  ship,	  the	  unit,	  the	  deployment,	  and/or	  the	  opera3on	  fits	  
into	  the	  bigger	  picture.	  	  Otherwise,	  the	  easy	  default	  is	  to	  begin	  to	  regard	  the	  Navy	  as	  “just	  a	  job.”	  	  Because	  such	  an	  
a5tude	  will	  kill	  esprit	  killer,	  individuals	  have	  to	  be	  made	  to	  feel	  integral.	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All	  militaries	  take	  advantage	  of	  certain	  features	  of	  adolescence.	  	  Adolescents	  seek	  purpose,	  meaning,	  proof	  of	  worth,	  
and	  recogni3on.	  	  Many	  want	  to	  test	  themselves	  and	  see	  if	  they	  can’t	  measure	  up	  to	  and	  surpass	  peers’	  and	  
predecessors’	  accomplishments.	  	  Unless	  human	  biology	  fundamentally	  changes	  in	  the	  future,	  this	  won’t	  change.	  
	  	  
But	  –	  to	  test	  the	  limits,	  young	  people	  also	  need	  some	  sort	  of	  structure	  against	  which	  to	  gauge	  forward	  progress.	  	  
Hierarchy	  represents	  just	  such	  a	  structure.	  	  The	  catch	  for	  American	  youth	  is	  that	  hierarchy	  needs	  to	  be	  meritocra3c	  –	  
which	  means	  it	  has	  to	  be	  led	  and	  peopled	  by	  individuals	  that	  youth	  respect.	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Meanwhile,	  if	  these	  are	  among	  the	  features	  cri3cal	  to	  hooking	  young	  Sailors	  and	  JOs	  into	  the	  Navy	  ini3ally,	  what	  
happens	  once	  the	  novelty	  of	  being	  in	  the	  Navy	  begins	  to	  wear	  off?	  	  What	  will	  help	  adequately	  reward,	  if	  not	  inspire	  
those	  who	  reach	  the	  end	  of	  their	  first,	  second,	  or	  third	  enlistment?	  	  	  
	  
One	  obvious	  answer	  is	  a	  posi3ve	  work	  environment	  –	  the	  contours	  of	  which	  began	  to	  emerge	  as	  we	  ran	  our	  
workshops.	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In	  our	  workshops,	  we	  used	  a	  modified	  form	  of	  future	  scenario	  planning,	  a	  strategic	  planning	  technique	  that	  required	  us	  
to	  first	  canvas	  the	  literature	  for	  broad	  socio-­‐economic	  and	  poli3cal	  trends	  that	  are	  likely	  to	  impact	  reten3on	  –	  e.g.	  geo-­‐
poli3cal	  instability,	  an	  economic	  downturn,	  or	  high	  unemployment.	  	  We	  then	  compiled	  a	  second	  broad	  list	  of	  features	  
that,	  according	  to	  the	  literature,	  impact	  individual	  decision-­‐making	  about	  whether	  or	  not	  to	  stay	  in	  the	  Navy:	  e.g.	  
quality	  of	  life,	  3me	  with	  (or	  away	  from)	  children,	  distrust	  of	  ins3tu3ons,	  technical	  fluency,	  etc.	  
	  	  
We	  presented	  both	  lists	  to	  par3cipants	  and	  asked	  them	  to	  pick	  one	  factor	  from	  each	  of	  our	  two	  broad	  categories	  –	  
environmental	  factors	  and	  personal	  factors.	  	  Par3cipants	  thus	  ended	  up	  with	  four	  different	  futures	  to	  explore,	  futures	  
that	  would	  make	  reten3on	  either	  easier	  or	  more	  difficult	  for	  the	  Navy.	  	  What	  we	  were	  really	  probing	  for	  by	  doing	  this	  
were	  mi3ga3on	  strategies	  –	  and	  ideas	  about	  what	  the	  Navy	  might	  do	  to	  best	  retain	  high	  value	  talent	  across	  a	  range	  of	  
different	  poten3al	  futures.	  
	  	  
This	  exercise,	  repeated	  with	  mul3ple	  different	  groups,	  generated	  some	  very	  astute	  analyses	  of	  what	  isn’t	  working	  and	  
what	  the	  Navy	  could	  do	  to	  fix	  itself.	  	  Par3cipants	  were	  ar3culate,	  very	  interested	  in	  offering	  solu3ons,	  and	  cau3ously	  




Among	  the	  things	  that	  surprised	  us:	  some	  par3cipants	  had	  never	  heard	  the	  word	  Millennial;	  few	  could	  iden3fy	  the	  
years	  bracke3ng	  any	  genera3on;	  no	  one	  volunteered	  that	  they	  belonged	  to	  a	  par3cular	  genera3on;	  and	  when	  it	  came	  
to	  characterizing	  others,	  ‘others’	  were	  invariably	  described	  as	  either	  younger	  or	  older.	  	  ‘Younger’	  meant	  18-­‐24.	  	  	  Those	  
who	  were	  older	  (as	  in	  senior	  and	  ‘career’)	  were	  oten	  regarded	  as	  “Navy,	  Navy,	  Navy”	  –	  with	  no	  discernible	  outside	  
interests,	  or	  life.	  
	  
Two	  generaliza3ons	  that	  surfaced	  across	  all	  of	  our	  discussions	  were	  that:	  1)	  ‘the	  kids’	  coming	  in	  to	  the	  Navy	  today	  are	  
indeed	  3ed	  to	  electronic	  things,	  and	  2)	  they	  convey	  a	  sense	  of	  en3tlement.	  	  Interes3ngly,	  when	  probed	  on	  the	  issue	  of	  
en3tlement	  and	  genera3onal	  differences,	  one	  group	  countered	  with	  the	  following	  formula3on:	  there	  are	  people	  who	  
come	  into	  the	  Navy	  for	  the	  benefits	  –	  for	  example,	  school	  –	  and	  don’t	  really	  care	  about	  the	  Navy;	  they’re	  in	  it	  for	  
themselves	  (aka	  they	  are	  “bolom-­‐feeders”).	  Others	  who	  have	  been	  in	  for	  a	  while,	  but	  are	  star3ng	  to	  not	  care	  will	  get	  
out.	  	  Then,	  there	  are	  young	  people	  who	  want	  to	  make	  a	  career	  of	  it.	  	  	  
	  	  
From	  this	  group’s	  perspec3ve,	  Sailors’	  individual	  agendas	  explain	  their	  a5tude,	  and	  are	  more	  important	  than	  which	  
genera3on	  they	  belong	  to.	  
	  	  
Another	  group	  noted	  a	  different	  kind	  of	  divide:	  that	  between	  Sailors	  who	  come	  in	  right	  ater	  high	  school	  and	  those	  with	  
prior	  life	  experience.	  	  Sailors	  with	  prior	  life	  experience	  oten	  know	  they	  “don’t	  want	  to	  go	  back	  to	  that”	  and	  instead	  
strive	  to	  beler	  themselves.	  	  The	  same,	  they	  said,	  holds	  true	  for	  those	  who	  leave	  the	  Navy,	  but	  then	  return	  because	  
civilian	  life	  does	  not	  live	  up	  to	  their	  expecta3ons.	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Diversity	  proved	  to	  be	  of	  minimal	  interest,	  even	  when	  we	  specifically	  tried	  teasing	  it	  out.	  	  When	  the	  word	  ‘racism’	  did	  
get	  men3oned	  by	  a	  young,	  black	  Sailor	  in	  a	  very	  ethnically	  diverse	  group,	  everyone	  in	  the	  group	  knew	  exactly	  who	  or	  
what	  was	  being	  referred	  to:	  Filipinos	  looking	  out	  for	  other	  Filipinos.	  	  (And	  not,	  as	  the	  two	  of	  us	  automa3cally	  assumed,	  
black-­‐white	  issues.)	  
	  	  
Finally,	  O-­‐3s	  and	  O-­‐4s,	  as	  well	  as	  E-­‐3s	  and	  E-­‐4s,	  complained	  about	  a	  dearth	  of	  mentoring.	  	  Yet	  curiously,	  they	  
characterized	  their	  juniors	  as	  being	  so	  used	  to	  looking	  everything	  up	  online	  that	  they	  don’t	  want	  to	  be	  mentored	  about	  
what	  to	  do	  or	  how	  to	  do	  it.	  	  Instead,	  from	  the	  O-­‐3s/O-­‐4s’	  and	  E-­‐3s/E-­‐4s’	  perspec3ve,	  their	  juniors	  are	  ceaselessly	  (read:	  
annoyingly)	  consumed	  by	  why	  something	  has	  to	  be	  done.	  	  One	  reason	  we	  found	  this	  to	  be	  such	  a	  curious	  assessment	  is	  
that	  it	  is	  not	  as	  though	  all	  ranks	  weren’t	  posing	  why	  ques3ons.	  	  It	  is	  just	  that	  those	  who	  have	  been	  in	  longer	  tend	  to	  
pitch	  theirs	  at	  a	  different	  level:	  why	  is	  the	  USN	  engaging	  in	  presence	  patrols?	  	  What	  is	  the	  strategic	  logic	  of	  si5ng	  off	  of	  
Coast	  X?	  
	  	  
What	  O-­‐3s	  and	  O-­‐4s	  didn’t	  seem	  to	  realize	  is	  that	  O-­‐1s	  and	  O-­‐2s	  were	  equally	  keen	  to	  be	  clued	  in	  to	  the	  bigger	  picture:	  
“It	  undermines	  our	  authority	  when	  we’re	  just	  as	  clueless	  as	  Sailors;	  it’s	  hard	  to	  convince	  them	  they’re	  important	  when	  
you	  don’t	  feel	  important.”	  	  In	  the	  junior	  most	  officers’	  view,	  not	  knowing	  why	  the	  ship	  was	  some	  place,	  made	  buy-­‐in	  
impossible.	  	  	  	  	  
	  	  
Overall,	  we	  would	  alribute	  some	  of	  what	  we	  heard	  to	  classic	  labor/management	  communica3on	  issues	  and	  top-­‐down-­‐
driven	  concep3ons	  of	  hierarchy.	  	  But	  –	  with	  the	  added	  twist	  that	  young	  people	  are	  insistent	  that	  they	  want	  to	  be	  
treated	  like	  the	  people	  many	  joined	  the	  USN	  to	  be.	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Caveat:	  There	  is	  a	  good	  chance	  that	  the	  observa3ons	  and	  sugges3ons	  to	  follow	  are	  as	  old	  as	  the	  Navy,	  and	  not	  the	  least	  
bit	  revelatory.	  	  Except	  –	  when	  society	  signals	  that	  it	  no	  longer	  cares	  whether	  young	  people	  s3ck	  with	  anything	  for	  any	  
length	  of	  3me,	  and	  when	  it	  also	  tells	  them	  that	  they	  really	  don’t	  need	  to	  s3ck	  with	  anything	  they	  don’t	  like,	  this	  
promises	  the	  Navy	  a	  poten3ally	  vola3le	  manpower	  future.	  	  Especially	  when	  one	  hears	  sen3ments	  like:	  “I	  never	  had	  a	  
job	  where	  I	  didn’t	  want	  to	  be	  my	  boss.	  	  I	  joined	  the	  Navy	  and	  I’ve	  never	  felt	  that	  way	  since.”	  	  The	  implica3ons	  of	  
statements	  like	  these	  for	  reten3on	  are	  profound.	  
	  
•  Time	  –	  no	  one	  has	  enough	  of	  it.	  
	  	  	  
•  And	  deployments	  are	  increasingly	  long	  –	  indeterminately	  long.	  
•  There	  are	  too	  few	  qualified	  people	  to	  stand	  watch.	  
•  There	  is	  too	  much	  make-­‐work.	  	  	  
	  
Or,	  as	  one	  Sailor	  said,	  “You	  go	  to	  school	  for	  your	  rate,	  but	  get	  here	  and	  do	  your	  job	  only	  2-­‐3	  hours	  out	  of	  the	  day,	  the	  
rest	  is	  trainings,	  mee3ngs,	  there’s	  always	  something	  else.”	  	  	  
	  
Interes3ngly,	  chores	  per	  se	  aren’t	  the	  issue	  –	  “we	  understand	  we’re	  living	  on	  the	  ship	  and	  have	  to	  do	  chores.”	  	  But	  
“when	  there’s	  meaningless	  work,	  the	  signal	  is	  sent	  that	  ‘my	  welfare	  is	  not	  important	  to	  you.’”	  Or	  equally	  dispiri3ng:	  
“most	  days	  I’m	  not	  a	  SWO,	  but	  an	  overpaid	  secretary;	  I	  input	  stuff	  into	  mul3ple	  systems	  that	  don’t	  even	  talk	  to	  each	  
other.”	  
	  	  
Even	  worse	  in	  JOs’	  eyes	  is	  that	  senior	  leaders	  are	  so	  focused	  on	  themselves	  and	  their	  stats	  in	  regard	  to	  their	  ship	  that	  
mentoring	  is	  non-­‐existent.	  	  JOs	  understand	  that	  budgetary	  issues	  which	  lead	  to	  broken,	  undermanned	  ships	  are	  way	  
above	  their	  COs’	  pay	  grade,	  but	  they	  s3ll	  feel	  they	  are	  let	  asking	  too	  many	  ques3ons	  with	  no	  one	  to	  turn	  to	  but	  each	  
other:	  “we	  use	  each	  other	  to	  learn	  from	  each	  other’s	  mistakes.”	  However,	  relying	  on	  each	  other	  leads	  to	  other	  
problems	  since	  SWOs	  also	  compete	  against	  each	  other.	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Other	  points	  par3cipants	  raised:	  
	  	  
Collateral	  du%es	  take	  too	  much	  precedence	  –	  they	  make	  the	  Navy	  look	  good,	  and	  people	  who	  have	  the	  3me	  to	  do	  
them	  can	  then	  dress	  up	  their	  evals.	  	  However,	  this	  is	  hardly	  fair	  to	  those	  who	  are	  in	  jobs	  that	  don’t	  afford	  them	  3me.	  	  
Nor	  do	  collateral	  du3es	  contribute	  anything	  to	  tac3cal	  readiness.	  	  	  
	  	  
Tac%cal	  readiness	  doesn’t	  receive	  the	  focus	  anyone	  wants	  it	  to.	  
	  	  
When	  it	  comes	  to	  tests:	  you	  should	  be	  able	  to	  walk	  into	  a	  board	  and	  show	  visibly	  that	  you	  match	  up	  with	  the	  next	  guy;	  
you	  should	  have	  to	  be	  able	  to	  ar3culate	  what	  you	  do.	  	  Otherwise,	  “tests	  just	  reward	  those	  good	  at	  taking	  paper	  tests.”	  	  
This	  also	  means	  those	  who	  are	  smart	  but	  lack	  people	  skills	  will	  con3nue	  to	  rise	  through	  leadership	  posi3ons.	  	  
	  	  
Too	  much	  also	  rides	  on	  single	  tests	  –	  and	  the	  goalposts	  keep	  changing	  re:	  surface	  warfare	  pins;	  “2	  aren’t	  enough,	  we	  
now	  have	  to	  get	  a	  3rd.	  
	  	  
Along	  those	  lines:	  “Don’t	  make	  the	  surface	  pin	  mandatory	  –	  it	  should	  be	  a	  source	  of	  pride	  instead	  of	  a	  burden.	  	  But,	  of	  
course,	  the	  more	  people	  who	  have	  it	  the	  beler	  the	  ship	  looks.”	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Throughout	  our	  sessions,	  favori3sm,	  ‘back-­‐dooring,’	  and	  ‘ska3ng’	  were	  all	  roundly	  condemned.	  Some	  of	  the	  comments	  
we	  heard:	  
	  	  
“The	  system	  treats	  foot-­‐draggers	  and	  those	  who	  do	  the	  bare	  minimum	  the	  same	  way	  it	  treats	  everyone	  else.	  	  The	  
system	  needs	  to	  empower	  and	  not	  micromanage	  people.	  	  But	  there	  also	  needs	  to	  be	  a	  stricter	  screening	  process:	  you	  
can’t	  empower	  everyone.	  	  COs	  should	  have	  a	  greater	  ability	  to	  fire	  people	  who	  don’t	  want	  to	  be	  here.”	  
	  	  
“When	  someone	  gets	  an	  early	  eval,	  there	  should	  be	  an	  explana3on	  for	  why	  that	  person	  deserves	  that.”	  
	  	  
“Once	  people	  start	  thinking	  about	  evals,	  they	  start	  stabbing	  each	  other	  in	  the	  back;	  evals	  ruin	  work.”	  
	  	  
Or,	  “For	  four	  years	  at	  the	  Academy	  I	  was	  told,	  ‘your	  enlisted	  will	  be	  the	  bane	  of	  your	  existence	  –	  you	  can	  go	  the	  
wardroom.‘	  	  It’s	  been	  the	  opposite.	  	  The	  wardroom	  has	  been	  a	  source	  of	  stress.”	  	  	  
	  	  
SWOs,	  si5ng	  around	  the	  table	  with	  other	  SWOs,	  agreed:	  SWOs	  eat	  their	  young.	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Interes3ngly,	  when	  asked	  what	  they	  would	  say	  if	  they	  found	  themselves	  in	  an	  elevator	  with	  the	  CNO,	  one	  group	  of	  
SWOs	  was	  adamant:	  “we	  wouldn’t	  say	  anything	  to	  him,	  but	  to	  the	  0-­‐4s	  through	  0-­‐6s.	  	  They’re	  the	  ones	  who	  need	  to	  
work	  on	  their	  rela3ons	  with	  others.	  	  They	  don’t	  remember	  that	  they’re	  our	  primary	  mentors	  every	  day.	  	  They	  have	  a	  lot	  
of	  other	  responsibili3es.	  	  We	  get	  that.	  	  But.”	  	  	  
	  
Nor	  was	  it	  just	  SWOs	  and	  their	  fellow	  JOs	  who	  complained	  about	  a	  dearth	  of	  superiors	  with	  leadership	  skills.	  	  Sailors	  
said	  the	  same	  thing:	  numerous	  Chiefs	  have	  incredible	  technical	  exper3se,	  but	  “retarded	  social	  skills.”	  	  
	  
Other	  comments	  include:	  	  
•  “Leadership	  indoc	  is	  all	  about	  taking	  on	  more	  responsibility	  –	  it	  offers	  too	  lille	  on	  leadership	  or	  what’s	  required	  to	  
lead	  people.”	  
•  	  “To	  move	  people	  away	  from	  dissa3sfac3on,	  manage	  their	  expecta3ons.”	  
•  	  “Delegate	  down;	  explain	  beler;	  explain	  more	  clearly.”	  
	  	  
We	  were	  also	  told	  too	  much	  informa3on	  gets	  transmiled	  via	  email.	  	  Yes,	  there	  is	  too	  much	  in	  the	  sense	  of	  the	  sheer	  
quan3ty	  of	  email.	  	  But,	  more	  importantly,	  too	  much	  is	  blasted	  out	  via	  mass	  emails	  which	  then	  take	  the	  place	  of	  two-­‐
way	  communica3on.	  
	  
In	  fact,	  one	  officer	  volunteered	  that	  the	  two	  minutes	  spent	  on	  intel	  in	  the	  daily	  O	  &	  I	  brief	  were	  her	  favorite	  part	  of	  the	  
day.	  	  However,	  she	  found	  this	  too	  be	  too	  short,	  too	  one-­‐sided,	  and	  the	  fact	  there	  was	  never	  discussion	  frustrated	  her.	  
	  	  
As	  someone	  else	  commented,	  when	  no	  one	  takes	  the	  3me	  to	  explain	  anything,	  it	  is	  hard	  to	  ‘buy	  in’;	  it	  is	  hard	  to	  feel	  
mo3vated.	  	  The	  problem	  then	  becomes	  “a	  lack	  of	  ini3a3ve,	  which	  takes	  away	  your	  ability	  to	  make	  sound	  decisions.”	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The	  craving	  for	  dialogue,	  discussion,	  and	  tutelage	  was	  palpable	  in	  every	  conversa3on	  we	  had.	  	  	  
	  	  
Beyond	  too	  much	  one-­‐way	  communica3on,	  JOs	  and	  Sailors	  ques3oned	  what	  was	  being	  communicated.	  	  They	  conceded	  
that	  anyone	  new	  to	  the	  Navy	  might	  not	  understand	  all	  of	  its	  nuances,	  but	  s3ll	  they	  could	  detect	  insincerity,	  which	  
rankled,	  while	  spin	  and	  dishonesty	  grated.	  	  
	  	  
Sailors,	  in	  par3cular,	  cited	  numerous	  occasions	  when	  they	  were	  purposely	  misled.	  	  For	  instance,	  “we’d	  worked	  really	  
hard	  and	  were	  told,	  ‘you	  all	  earned	  this	  day	  off	  for	  what	  you	  did,’	  then	  we	  got	  off	  the	  ship	  and	  everyone	  was	  off.”	  
	  	  
Or,	  “people	  are	  told	  they’re	  special,	  are	  led	  to	  believe	  they	  are,	  and	  then	  they	  are	  shown	  that	  they’re	  really	  not	  
regarded	  as	  special,	  and	  aren’t	  actually	  ge5ng	  special	  treatment.”	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While	  leadership	  shoryalls	  undermine	  trust	  and	  confidence	  in	  the	  chain	  of	  command	  and	  in	  the	  Navy,	  Sailors	  seemed	  
willing	  to	  cut	  recruiters	  a	  surprising	  degree	  of	  slack.	  	  This	  is	  because	  Sailors	  recognized	  that	  their	  recruiters	  had	  simply	  
been	  trying	  to	  do	  their	  job,	  as	  in	  make	  their	  numbers.	  	  Sailors	  did	  wish	  there	  had	  been	  more	  truth	  in	  adver3sing.	  	  That	  
would	  have	  helped	  them	  beler	  manage	  their	  own	  expecta3ons,	  but	  even	  more	  importantly	  might	  have	  prevented	  foot	  
draggers	  and	  malcontents	  from	  signing	  up.	  
	  	  
Interes3ngly,	  what	  Sailors	  resented	  more	  than	  recruiters’	  rosy	  sales	  pitches	  was	  how	  long	  it	  takes	  to	  cross-­‐rate:	  “as	  
civilians,	  we	  didn’t	  really	  understand	  what	  we	  signed	  up	  for	  in	  terms	  of	  rates.”	  	  In	  Sailors’	  view,	  two	  years	  to	  cross-­‐rate	  
amounts	  to	  two	  years	  of	  purgatory.	  	  Par3cipants	  in	  one	  group	  were	  convinced	  that	  if	  a	  market	  was	  held	  at	  six	  months,	  
so	  anyone	  who	  wanted	  to	  could	  change	  jobs,	  everything	  would	  even	  out	  except	  CS	  (culinary	  services).	  	  Whether	  such	  a	  
sugges3on	  is	  prac3cable	  is,	  of	  course,	  beyond	  our	  ability	  to	  say.	  	  However,	  what	  was	  clear	  to	  us	  was	  the	  degree	  to	  
which	  disgruntlement	  jeopardizes	  esprit.	  	  And	  the	  wrong	  person	  in	  the	  wrong	  billet,	  or	  a	  misguided	  individual	  with	  
misguided	  expecta3ons,	  can	  sow	  all	  sorts	  of	  discontent.	  	  That	  emerged	  as	  a	  very	  common	  sub-­‐theme.	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Ironically,	  to	  a	  person,	  Sailors	  said	  they	  had	  expected	  boot	  camp	  to	  be	  much	  harder	  than	  it	  was.	  	  Indeed,	  they	  were	  
sorely	  disappointed	  by	  how	  lille	  was	  expected	  of	  them.	  	  Physically:	  “Boot	  camp	  doesn’t	  really	  change	  you.	  	  You’re	  
expected	  to	  come	  out	  more	  disciplined	  and	  in	  beler	  shape;	  some	  people	  come	  out	  in	  worse	  shape.”	  	  While	  mentally:	  
“Boot	  camp	  is	  supposed	  to	  mentally	  break	  you	  down	  –	  you	  should	  ‘find	  yourself’	  in	  boot	  camp.	  	  But	  there	  wasn’t	  
anything	  hard	  about	  it.”	  
	  	  
Or	  as	  one	  Sailor	  summarized	  and	  others	  agreed,	  “the	  first	  day,	  you’re	  nervous.	  	  It	  should	  be	  like	  that	  every	  day.	  	  But	  it	  
wasn’t.”	  
	  	  
One	  reason	  par3cipants	  wished	  boot	  camp	  had	  been	  harder:	  “What	  if	  this	  ship	  really	  did	  blow	  up	  –	  how	  many	  people	  
are	  ready?”	  
	  	  
But	  another	  reason:	  Sailors	  are	  told	  by	  Chiefs,	  or	  by	  their	  fathers,	  grandfathers,	  or	  other	  family	  members	  who	  served	  in	  
the	  Navy	  that	  what	  they	  went	  through	  was	  much	  tougher.	  	  Younger	  Sailors	  are	  reminded	  of	  this	  so	  oten	  that	  it	  bugs	  
them	  that	  the	  Navy	  doesn’t	  let	  them	  measure	  up.	  	  Or,	  as	  one	  said:	  “it’s	  not	  our	  fault	  boot	  camp	  is	  too	  easy;	  stress	  cards	  
weren’t	  our	  idea.”	  
	  	  	  
Thus,	  while	  Boomers	  and	  Gen	  Xers	  might	  view	  new	  Sailors	  and	  JOs	  as	  ‘en3tled’	  and	  less	  prone	  to	  want	  to	  work	  hard,	  
the	  young	  people	  in	  our	  workshops	  actually	  want	  the	  Navy	  to	  return	  to	  tradi3ons.	  This	  includes	  Shellback,	  which	  they	  
said	  should	  be	  offered	  as	  an	  op3on.	  	  And	  they	  thought	  the	  current	  Coveralls	  should	  be	  replaced	  by	  something	  that	  will	  
ins3ll	  more	  pride.	  	  Indeed,	  their	  preference:	  a	  greater	  emphasis	  on	  military	  bearing	  overall.	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Boil	  down	  what	  we	  heard	  across	  our	  workshops,	  and	  young	  people	  want	  to	  be	  treated	  as	  human	  beings,	  seen	  for	  the	  
individuals	  they	  are,	  and	  not	  be	  assumed	  to	  be	  know-­‐nothings.	  	  They	  also	  want	  to	  be	  reminded	  they	  are	  part	  of	  a	  
bigger	  collec3ve,	  and	  that	  the	  ship	  is	  actually	  accomplishing	  things.	  Or,	  as	  one	  group	  agreed:	  “the	  USN	  is	  too	  much	  like	  
a	  Fortune	  500	  Company	  –	  people	  are	  doing	  jobs	  to	  not	  get	  in	  trouble	  vs.	  wan3ng	  to	  serve	  the	  Navy.”	  	  
	  
Again,	  we	  assume	  that	  previous	  genera3ons	  of	  Sailors	  and	  JOs	  have	  felt	  many	  of	  these	  same	  things,	  the	  difference	  
being	  that	  members	  of	  previous	  genera3ons	  never	  felt	  as	  free	  to	  speak	  up,	  to	  speak	  out,	  and/or	  be	  able	  to	  leave	  a	  
“promising	  career”	  as	  today’s	  Millenials	  (and	  Gen	  Zers)	  do.	  	  Again,	  the	  reason:	  society	  no	  longer	  alaches	  a	  s3gma	  to	  
switching	  careers	  or	  even	  eschewing	  a	  career.	  	  	  	  
	  	  
For	  all	  those	  who	  talk	  and	  write	  about	  ‘en3tlement,’	  it	  is	  this	  freedom	  to	  float	  that	  represents	  the	  real	  reten3on	  
challenge	  for	  the	  USN	  looking	  ahead.	  	  	  
	  
Because	  young	  people	  do	  not	  have	  to	  conform	  in	  the	  same	  way(s)	  their	  elders	  did,	  the	  usual	  reten3on	  incen3ves	  are	  
not	  likely	  to	  work	  with	  today’s	  high	  value	  talent.	  	  Yet,	  youth	  in	  uniform	  today	  represent	  the	  only	  pool	  from	  which	  the	  
Navy’s	  future	  seniors	  will	  come.	  	  For	  this	  reason	  alone	  it	  seems	  impera3ve	  that	  the	  Navy	  take	  a	  good	  hard	  look	  at	  what	  
its	  social	  contract	  feels	  like	  from	  below.	  
	  	  
Caveat:	  the	  Sailors	  we	  spoke	  with	  did	  concede	  that	  the	  fact	  they	  were	  on	  an	  LHD	  might	  have	  colored	  their	  view.	  	  From	  
evals	  to	  leadership,	  they	  thought	  the	  USMC	  had	  a	  beler	  handle	  on	  how	  to	  treat	  its	  people.	  For	  instance,	  one	  Sailor	  
pointed	  out	  that	  Navy	  officers	  have	  gold	  on	  their	  belts	  and	  nametags	  whereas	  Marines	  wear	  the	  same	  color,	  regardless	  
of	  rank.	  	  In	  his	  view,	  this	  epitomized	  the	  difference.	  Or,	  as	  another	  put	  it,	  “for	  the	  Navy,	  it’s	  all	  about	  you	  and	  your	  test;	  
in	  the	  USMC	  it’s	  you	  and	  your	  squadron.”	  
	  	  
One	  sugges3on	  several	  groups	  made:	  at	  a	  minimum,	  the	  USN	  should	  adopt	  the	  Marines’	  point	  system	  for	  promo3on.	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If	  the	  Marines	  and	  Navy	  represent	  two	  contras3ng	  worlds,	  what	  about	  differences	  between	  the	  world	  afloat	  and	  the	  
world	  ashore?	  	  
	  
Unlike	  our	  shipboard	  workshops,	  the	  Cyber	  workshop	  we	  held	  at	  NPS	  lasted	  a	  full	  three	  days	  and	  included	  a	  wide	  range	  
of	  Cyber	  stakeholders.	  Among	  its	  aims	  was	  to	  recommend	  ways	  to	  redesign	  career	  progression	  for	  the	  Cyber	  Force.	  We	  
again	  used	  future	  scenario	  planning	  (and	  other	  techniques),	  and	  because	  what	  emerged	  was	  just	  similar	  enough	  to	  
what	  we	  learned	  on	  the	  embark,	  we	  want	  to	  use	  the	  cyber	  workshop	  findings	  to	  reinforce	  three	  broader	  points.	  	  	  
	  
1)	  Career	  progression	  is	  problema3c.	  	  This	  holds	  across	  communi3es.	  	  SWOs	  and	  Sailors	  pointed	  to	  negligible	  
mentoring,	  broken	  and	  inequitable	  promo3on	  policies,	  and	  too	  few	  educa3onal	  opportuni3es.	  	  What	  compounds	  the	  
problems	  of	  an3quated	  and	  ineffec3ve	  human	  resource	  prac3ces	  for	  those	  in	  the	  cyber	  realm	  is	  that	  HR	  personnel	  
don’t	  really	  understand	  either	  the	  command’s	  or	  cyber-­‐warriors’	  needs.	  Consequently,	  workshop	  par3cipants	  designed	  
three	  different	  approaches	  to	  career	  development.	  	  The	  first	  focused	  on	  an	  internal	  compe33on	  for	  jobs	  based	  on	  




2)	  The	  hook	  for	  joining	  the	  military	  as	  a	  cyber-­‐warrior	  is	  to	  do	  something	  unique	  –	  namely,	  train	  to	  conduct	  offensive	  
cyber	  opera3ons.	  	  The	  technical	  training	  the	  military	  offers,	  along	  with	  a	  security	  clearance,	  represent	  two	  addi3onal	  
incen3ves	  private	  industry	  can’t	  compete	  with.	  	  But	  –	  the	  idea	  of	  being	  able	  to	  engage	  in	  offensive	  cyber	  opera3ons	  is	  
the	  real	  draw.	  
	  	  
3)	  Neither	  money	  nor	  perks	  are	  a	  par3cular	  priority	  for	  those	  just	  joining	  the	  Cyber	  Force.	  Money,	  job	  security,	  and	  the	  
usual	  factors	  do	  become	  important	  as	  people	  mature,	  get	  married,	  have	  families,	  owe	  mortgages,	  etc.	  But,	  because	  
cyber	  is	  s3ll	  so	  new	  –	  and	  such	  a	  hot	  field	  –	  ge5ng	  to	  be	  (or	  being	  led	  to	  believe	  you	  are)	  on	  the	  cu5ng	  edge	  is	  
intensely	  appealing.	  	  The	  catch	  for	  Cyber	  comes	  once	  individuals	  realize	  they	  are	  not	  working	  with	  the	  latest	  and	  
greatest	  hardware	  or	  sotware.	  	  Then,	  the	  Service	  risks	  losing	  them.	  	  At	  that	  point,	  beler	  money,	  more	  opportuni3es	  to	  
advance,	  and	  ge5ng	  to	  work	  with	  newer	  (and	  more	  sophis3cated)	  technology	  loom	  large	  and	  industry	  begins	  to	  
outweigh	  what	  the	  Navy	  can	  offer.	  	  	  
	  
Comparing	  across	  cyber	  and	  surface	  warfare,	  disillusion	  appears	  to	  set	  in	  much	  earlier	  for	  Sailors	  and	  JOs	  than	  it	  does	  
for	  those	  in	  the	  Cyber	  Force	  since	  the	  former	  quickly	  discover	  that	  presence	  patrols	  and	  doing	  ‘lines	  and	  boxes’	  add	  up	  
to	  nothing	  new,	  exci3ng,	  or	  cumula3vely	  valuable.	  	  And	  yet	  –	  in	  contrast	  to	  what	  Silicon	  Valley	  has	  to	  offer,	  the	  Blue	  
Navy	  has	  no	  private	  industry	  compe3tor	  that	  trains,	  arms,	  or	  takes	  young	  people	  to	  sea.	  	  This	  should	  grant	  the	  USN	  a	  
huge	  compara3ve	  advantage.	  
	  	  	  
However,	  perhaps	  the	  Navy	  has	  grown	  too	  used	  to	  taking	  its	  uniqueness	  for	  granted,	  and	  counts	  on	  its	  ability	  to	  show	  
young	  people	  the	  world,	  teach	  them	  a	  skill,	  and	  provide	  them	  a	  paycheck	  to	  suffice.	  	  But	  –	  while	  these	  features	  of	  
Service	  remain	  essen3al,	  they	  are	  hardly	  enough.	  	  Not	  when	  smart	  young	  adults	  who	  aren’t	  treated	  as	  though	  they	  
show	  promise	  know	  they	  can	  walk	  away.	  
	  
	  
Again,	  on	  paper	  the	  USN	  indicates	  that	  it	  recognizes	  what	  it	  needs	  to	  do	  to	  maintain	  a	  high	  quality	  workforce:	  namely,	  
address	  work-­‐life	  balance,	  evalua3ons,	  and	  advancement.	  	  	  
	  	  
Other	  areas	  that	  reten3on	  studies	  have	  long	  focused	  on	  include:	  higher	  pay,	  bonuses,	  tui3on	  assistance,	  medical	  
benefits,	  health	  care,	  and	  so	  on.	  	  We	  won’t	  dwell	  on	  these	  here	  except	  to	  say	  that	  yes,	  everyone	  we	  spoke	  with	  
acknowledged	  they	  maler.	  	  Instead	  we	  want	  to	  home	  in	  on	  two	  corollary	  recommenda3ons	  made	  in	  a	  recent	  NPS	  
thesis	  wrilen	  by	  three	  SEALs	  who	  canvased	  corporate	  America	  for	  best	  reten3on	  prac3ces.	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According	  to	  the	  NPS	  SEALs’	  findings,	  corpora3ons	  that	  excel	  at	  retaining	  their	  most	  talented	  employees	  do	  exactly	  
what	  one	  might	  expect.	  	  They	  concentrate	  on:	  crea3ng	  loyalty,	  providing	  monetary	  incen3ves,	  improving	  work-­‐life	  
balance,	  and	  developing	  a	  strong	  organiza3onal	  culture.	  	  As	  for	  how	  corpora3ons	  do	  this,	  the	  NPS	  students	  discovered	  
that	  not	  only	  do	  senior	  execu3ves	  (as	  in	  CEOs)	  spend	  considerable	  3me	  iden3fying	  and	  tracking	  rising	  talent,	  but	  that	  
they	  also	  invest	  3me	  in	  grooming	  their	  up-­‐and-­‐comers.	  	  This	  personal	  alen3on	  from	  the	  top	  proves	  crucial	  when	  it	  
comes	  to	  securing	  loyalty	  to	  the	  ‘team.’	  	  	  
	  	  
Second,	  successful	  corpora3ons	  invest	  heavily	  in	  their	  HR	  Departments,	  ensuring	  they	  have	  commiled,	  skilled	  
individuals	  who	  can	  offer	  tailored	  career	  counseling.	  	  Again,	  it	  is	  the	  personal	  touch	  that	  proves	  cri3cal.	  	  Consequently,	  
one	  conclusion	  the	  SEALs	  reached	  and	  par3cipants	  in	  our	  cyber	  workshop	  reaffirmed	  is	  that	  one	  way	  the	  Navy	  can	  
strengthen	  its	  HR	  capabili3es	  is	  by	  recrui3ng	  and/or	  hiring	  the	  best	  HR	  talent	  it	  can	  find.	  	  	  
	  	  
As	  a	  side	  note:	  two	  of	  the	  three	  SEAL	  co-­‐authors	  were	  Gen	  Xers	  and	  are	  seasoned	  O-­‐4s.	  	  It	  stands	  to	  reason	  that	  what	  
corporate	  America	  does	  vis-­‐a-­‐vis	  reten3on	  would	  be	  of	  interest	  to	  them.	  	  Not	  only	  are	  many	  of	  their	  civilian	  peers	  
thriving	  in	  corporate	  jobs,	  but	  ater	  more	  than	  a	  decade	  during	  which	  SEAL	  officers	  operated	  and	  led	  operators	  in	  
Afghanistan,	  Iraq,	  and	  elsewhere,	  the	  prospect	  of	  now	  having	  to	  deploy	  to	  do	  lille	  more	  than	  staff	  work	  holds	  scant	  
appeal	  –	  especially	  when	  more	  lucra3ve	  compensa3on	  can	  be	  found	  for	  doing	  staff	  work	  or	  a	  desk	  job	  in	  industry.	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As	  several	  studies	  note,	  the	  SEAL	  community	  is	  hemorrhaging	  LCDRs.	  	  And,	  LCDRs	  have	  offered	  numerous	  sugges3ons	  
for	  how	  the	  Navy	  might	  retain	  them	  (the	  topic	  of	  several	  theses	  at	  NPS).	  	  Fortunately,	  the	  SEALs	  have	  not	  (yet)	  lost	  all	  
their	  most	  promising	  future	  senior	  leaders.	  	  But	  also	  clear	  is	  that	  the	  push-­‐pull	  factors	  that	  impel	  someone	  to	  stay	  in	  for	  
20	  years	  (or	  15	  years	  if	  a	  pro-­‐rated	  re3rement	  op3on	  is	  ever	  adopted)	  depend	  on	  where	  that	  individual	  is	  in	  his	  military	  
career	  as	  that	  intersects	  with	  his	  sense	  of	  what	  he	  should	  be	  doing	  at	  his	  age	  (what	  are	  his	  peers	  up	  to?),	  where	  he	  is	  in	  
stage-­‐of-­‐life	  terms	  (e.g.	  married	  or	  single,	  dual	  military	  marriage,	  etc.),	  and	  whose	  expecta3ons	  and	  defini3ons	  of	  
success	  most	  maler	  to	  him.	  	  	  
	  	  
In	  other	  words,	  every	  individual	  is	  just	  different	  enough	  that	  to	  retain	  him	  can	  hardly	  be	  considered	  simply	  a	  
genera2onal	  issue.	  
	  	  
Of	  course,	  it	  could	  be	  that	  when	  Millenials	  hit	  the	  rank	  of	  LCDR,	  their	  approach	  to	  staff	  work	  will	  be	  different	  from	  that	  
of	  today’s	  Gen	  Xers.	  	  As	  Guy	  Snodgrass	  points	  out,	  “Millenials	  are	  more	  likely	  to	  leave	  if	  their	  needs	  for	  support,	  
apprecia3on	  and	  flexibility	  are	  not	  met,	  while	  non-­‐Millenials	  are	  more	  likely	  to	  leave	  if	  they	  feel	  they	  are	  not	  being	  paid	  
compe33vely,	  or	  due	  to	  a	  perceived	  lack	  of	  development	  opportuni3es.”	  	  In	  our	  view,	  such	  an	  assessment	  may	  hold	  for	  
the	  present,	  but	  not	  necessarily	  the	  future.	  	  Millenials	  may	  well	  morph	  as	  they	  age.	  	  Also,	  no	  one	  can	  predict	  the	  
broader	  future;	  a	  year	  ago	  pundits,	  academics,	  and	  others	  thought	  war	  was	  on	  the	  wane.	  	  Then,	  along	  came	  ISIS.	  This	  is	  
why	  it	  will	  always	  be	  important	  to	  factor	  in	  where	  someone	  is	  in	  terms	  of	  his	  par3cular	  stage	  of	  life	  as	  measured	  
against	  his	  appe3te	  for	  peak	  life	  experiences.	  	  Today’s	  SEAL	  LCDRs	  have	  seen	  unprecedented	  amounts	  of	  combat;	  but	  
tomorrow’s	  may	  as	  well.	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Alterna3vely,	  say	  we	  compared	  SEALs	  and	  SWOs.	  	  SWOs	  have	  not	  seen	  combat	  and	  their	  deployments	  over	  the	  past	  
decade	  have	  been	  less	  frequent.	  	  But	  –	  their	  deployments	  have	  also	  been	  much	  longer	  and,	  we	  think	  SWOs	  would	  say,	  
less	  sa3sfying.	  	  	  
	  	  
Making	  even	  a	  simple	  comparison	  like	  this	  should	  drive	  home	  just	  how	  few	  commonali3es	  exist	  across	  some	  
communi3es	  in	  the	  Navy.	  	  	  
	  	  
Indeed,	  reten3on	  studies	  undertaken	  among	  naval	  aviators	  point	  to	  the	  importance	  of	  flying,	  job	  sa3sfac3on,	  and	  
camaraderie	  in	  the	  wardroom.	  	  Unpack	  what	  ‘job	  sa3sfac3on’	  refers	  to	  and	  we	  presume	  it	  means	  aviators	  find	  work	  to	  
be	  personally	  meaningful,	  purposeful	  –	  as	  in	  na3onally	  significant	  –	  and	  they	  get	  to	  fly.	  	  Equivalent	  components	  of	  job	  
sa3sfac3on	  may	  not	  be	  nearly	  so	  easy	  to	  find	  or	  iden3fy	  in	  other	  communi3es	  –	  where,	  for	  instance,	  being	  a	  SWO	  does	  
not	  feel	  fun	  un3l	  (maybe)	  you	  are	  Captain	  of	  your	  own	  vessel.	  	  	  
	  	  
Again,	  this	  is	  why	  examining	  reten3on	  community	  by	  community	  is	  so	  important.	  
	  	  
That	  being	  said,	  there	  are	  certain	  Navy-­‐wide	  constants	  also	  worth	  paying	  alen3on	  to.	  	  Certain	  push	  factors	  are	  
universal.	  	  Among	  them:	  toxicity.	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Toxic	  leadership	  has	  received	  considerable	  alen3on	  over	  the	  past	  decade	  in	  military	  professional	  journals	  –	  usually	  in	  
reference	  to	  command	  climate.	  	  Here	  we	  want	  to	  introduce	  the	  idea	  of	  toxic	  peers	  and	  toxic	  subordinates.	  	  	  
	  	  
Put	  most	  simply,	  toxic	  peers	  are	  individuals	  who	  are	  hard	  for	  anyone	  to	  work	  with.	  	  Some	  toxic	  peers	  do	  too	  lille	  work	  
and	  refuse	  to	  carry	  their	  own	  weight;	  others	  throw	  their	  weight	  around	  and	  s3r	  up	  too	  much	  trouble,	  discontent,	  strife,	  
or	  dissa3sfac3on.	  	  In	  short,	  they	  undermine	  group	  chemistry	  and	  cohesion.	  
	  
When	  toxic	  peers	  aren’t	  removed	  that	  leaves	  the	  problems	  they	  create	  to	  fester.	  	  Worse,	  it	  sends	  debilita3ng	  signals	  
about	  leadership’s	  disinterest,	  obtuseness,	  bad	  judgment,	  and	  inep3tude.	  	  The	  same	  holds	  when	  someone	  tries	  to	  rid	  
him	  or	  herself	  of	  a	  toxic	  subordinate,	  but	  can’t.	  	  At	  a	  minimum,	  not	  being	  able	  to	  get	  rid	  of	  a	  problem	  person	  suggests	  
that	  the	  system	  either	  doesn’t	  work	  or	  that	  whomever	  is	  in	  charge	  doesn’t	  know	  how	  to	  make	  it	  work	  (or	  both).	  	  
	  
But	  also,	  when	  nothing	  is	  done	  about	  foot	  draggers,	  agitators,	  or	  malcontents	  it	  becomes	  too	  easy	  for	  people	  to	  fall	  
back	  on	  sweeping	  inter-­‐genera3onal	  judgments,	  even	  when	  these	  are	  	  based	  on	  just	  a	  few	  bad	  apples:	  like,	  “they’re	  
en3tled”	  or	  “they	  don’t	  have	  a	  strong	  work	  ethic.”	  	  Unfortunately,	  once	  such	  characteriza3ons	  are	  repeated,	  they	  can	  
begin	  to	  become	  self-­‐fulfilling,	  especially	  when	  those	  they	  are	  meant	  to	  describe	  find	  themselves	  subject	  to	  the	  sot	  
bigotry	  of	  low	  expecta3ons.	  
	  	  
All	  of	  the	  above	  saps	  esprit	  and	  affects	  morale.	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Morale	  malers	  for	  a	  host	  of	  reasons.	  	  Among	  them,	  and	  as	  numerous	  people	  have	  pointed	  out,	  the	  USN	  cannot	  
compete	  against	  the	  corporate	  world	  when	  it	  comes	  to	  salaries	  or	  certain	  classes	  of	  perks;	  it	  will	  always	  be	  
outmatched.	  	  The	  Navy	  therefore	  has	  to	  find	  other	  means	  of	  compensa3on	  and	  reward.	  	  Among	  the	  most	  obvious,	  and	  
least	  costly	  to	  achieve:	  a	  posi3ve	  work	  environment.	  
	  	  
Meanwhile,	  because	  the	  USN	  is	  too	  big	  for	  the	  same	  incen3ves	  to	  work	  for	  all,	  and	  because	  communi3es	  are	  expected	  
to	  know	  their	  people	  beler	  than	  the	  Big	  Navy	  can,	  it	  only	  makes	  sense	  for	  the	  USN	  to	  devolve	  more	  tools	  for	  retaining	  
high	  value	  talent	  downward	  to	  its	  cons3tuent	  communi3es.	  	  Otherwise,	  responding	  with	  Navy-­‐wide	  mandates,	  as	  if	  
one	  size	  will	  fit	  all,	  will	  only	  cause	  more	  discomfiture.	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What	  else	  would	  help?	  	  The	  following	  are	  addi3onal	  ac3onable	  recommenda3ons	  that	  emerged	  in	  our	  discussions:	  	  	  
•  Undercover	  Boss	  Senior	  leaders	  should	  take	  a	  page	  from	  the	  popular	  television	  show	  (which	  would	  prove	  a	  decisive	  twist	  on	  
Mar3n	  Van	  Creveld’s	  ‘directed	  telescope,’	  which	  he	  describes	  in	  Command	  in	  War)	  
•  Personnel	  Ac%ons	  	  Make	  it	  easier	  to	  fire	  people.	  	  Make	  it	  easier	  to	  shit	  non-­‐performers	  to	  other	  non-­‐essen3al	  du3es.	  	  Make	  it	  
easier	  to	  recover	  from	  mistakes	  and	  non-­‐judicial	  punishments	  (NJP).	  
•  Rewrite	  Command	  Climate	  Surveys	  	  Current	  surveys	  focus	  too	  much	  on	  sexism	  and	  racism	  and	  are	  not	  geared	  to	  gauge	  the	  
climate	  within	  Departments.	  
•  Rethink	  PT	  	  Work-­‐out	  3mes	  count	  against	  sleeping	  or	  ea3ng,	  and	  thereby	  force	  Sailors	  to	  choose	  among	  the	  three.	  	  Yet,	  though	  
there	  is	  almost	  never	  enough	  3me	  to	  get	  sufficient	  sleep	  and	  work	  out	  and	  make	  it	  to	  and	  through	  the	  chow	  line,	  there	  is	  rarely	  
so	  much	  work	  that	  work-­‐outs	  couldn’t	  be	  done	  during	  work	  hours.	  	  	  
There	  are	  no	  incen3ves	  for	  staying	  in	  shape.	  	  Worse,	  physical	  fitness	  is	  not	  tailored	  to	  life	  afloat	  –	  the	  gym	  should	  include	  more	  
equipment	  that	  will	  help	  with	  climbing	  ladders	  and	  liting	  weights.	  	  Being	  in	  shape	  should	  be	  viewed	  as	  a	  safety	  concern:	  “I	  want	  
someone	  who	  can	  rescue	  me.”	  	  	  
•  JeKson	  Busy	  Work	  If	  Sailors	  have	  to	  be	  kept	  busy	  when	  there	  is	  no	  real	  work	  to	  be	  done,	  get	  them	  to	  read	  and/or	  learn	  Naval	  
history;	  teach	  them	  about	  the	  ship;	  cross-­‐train	  them;	  do	  things	  that	  will	  be	  value-­‐added	  for	  the	  Navy.	  	  New	  Sailors	  and	  JOs	  are	  
con3nually	  told	  “the	  military	  isn’t	  how	  it	  used	  to	  be.”	  	  Those	  who	  didn’t	  grow	  up	  as	  Navy	  ‘brats’	  want	  to	  know:	  so,	  what	  did	  it	  
used	  to	  be	  like?	  
•  	  Hold	  More	  Community/Department	  Events	  	  Use	  movies	  to	  generate	  facilitated	  discussions	  –	  about	  the	  Navy,	  leadership,	  ethical	  
dilemmas,	  geo-­‐poli3cs,	  etc.	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•  	  “A	  Day	  in	  the	  Life”	  	  Use	  internal	  TV	  to	  ‘visit’	  different	  Departments.	  	  This	  would	  help	  teach	  people	  what	  goes	  on	  elsewhere	  in	  
the	  ship,	  and	  would	  show	  them	  that	  the	  grass	  isn’t	  always	  greener.	  
•  	  *Talent	  Show	  	  This	  would	  help	  build	  pride	  and	  a	  sense	  of	  community,	  and	  would	  let	  people	  showcase	  their	  individual	  talents.	  
•  	  *Radio	  	  Why	  doesn’t	  every	  ship	  have	  its	  own	  internal	  radio	  sta3on	  or	  show?	  
Anthropologists	  have	  long	  studied	  ‘rites	  of	  reversal’	  in	  addi2on	  to	  rites	  of	  passage.	  	  Rites	  of	  reversal	  are	  frequently	  found	  in	  
rule-­‐bound,	  stra2fied	  seFngs.	  	  The	  purpose	  they	  serve	  is	  to	  release	  tension,	  but	  only	  for	  a	  pre-­‐arranged	  period	  of	  2me	  (e.g.	  
Carnival).	  	  Roasts	  represent	  a	  varia2on	  on	  this	  theme,	  and	  sa2re	  can	  be	  an	  especially	  useful	  way	  to	  raise	  issues	  and	  encourage	  
change	  since	  sa2re	  enables	  people	  to	  say	  things	  via	  humor	  that	  they	  otherwise	  aren’t	  permiIed	  to	  say.	  	  Talent	  and	  radio	  shows	  
could	  offer	  a	  forum	  for	  sa2re	  and	  thus	  double	  as	  a	  ‘safe’	  rite	  of	  reversal.	  	  	  
•  More	  team	  building	  	  Why	  aren’t	  there	  more	  pre-­‐deployment	  picnics	  or	  events	  outside	  of	  work	  to	  build	  a	  sense	  of	  community?	  
Note:	  oten	  new/young	  employees	  seek	  more	  togetherness	  and	  are	  anxious	  to	  get	  to	  meet	  and	  know	  others;	  the	  reality	  is,	  
however,	  that	  older	  people	  oten	  have	  too	  many	  other	  demands	  on	  their	  3me,	  like	  family,	  and	  rou3ne	  get-­‐togethers	  chafe	  as	  
‘mandatory	  fun.’	  





To	  sum	  up,	  our	  research	  with	  both	  Navy	  and	  cyber	  stakeholders	  indicates	  that	  reten3on	  is	  impacted	  by	  the	  culture,	  the	  
work	  structure,	  the	  social	  structure,	  and	  an	  individual's	  goals	  and	  a5tudes.	  	  
42	  
To	  a	  person,	  those	  who	  par3cipated	  in	  our	  shipboard	  workshops	  were	  fully	  engaged	  and	  enthusias3c.	  Par3cipatory	  
design	  not	  only	  captured	  their	  imagina3on,	  but	  fired	  them	  up	  to	  want	  to	  contribute	  ac3onable	  recommenda3ons	  and	  
ideas.	  	  Certainly	  the	  discussions	  made	  everyone	  feel	  good,	  at	  least	  while	  they	  were	  engaging	  in	  them	  –	  though	  
par3cipants	  did	  wonder	  what	  would	  happen	  to	  the	  sugges3ons	  and	  solu3ons	  they	  generated.	  	  Their	  cynical	  concern	  
was	  that	  probably	  nothing	  would	  come	  of	  them.	  Nor	  are	  we	  proposing	  that	  anything	  should	  necessarily	  be	  made	  of	  
them	  since	  one	  embarka3on	  and	  one	  3-­‐day-­‐long	  workshop	  can	  only	  begin	  to	  scratch	  the	  surface.	  	  However,	  what	  we	  
would	  suggest	  is	  that	  the	  specific	  recommenda3ons	  we	  gathered	  serve	  as	  a	  proof	  of	  concept,	  par3cularly	  since	  our	  aim	  
with	  the	  workshops	  was	  to	  see	  if	  future	  scenario	  planning	  could	  help	  us	  detect	  how	  significant	  or	  insignificant	  inter-­‐
genera3onal	  differences	  happen	  to	  be.	  
	  	  
In	  the	  course	  of	  doing	  so,	  it	  quickly	  became	  clear:	  if	  design	  thinking	  were	  used	  deliberately	  –	  as	  a	  strategic	  planning	  
tool	  –	  it	  would	  be	  ideal	  for	  addressing	  the	  topic	  of	  reten3on	  writ	  large.	  	  We	  say	  this	  because	  human	  centered	  design	  
serves	  to	  bring	  all	  stakeholders	  together,	  from	  senior	  leaders	  through	  lower	  ranks.	  	  The	  process	  is	  itera3ve,	  requiring	  
mul3ple	  mee3ngs	  and	  discussions,	  as	  well	  as	  serving	  to	  ensure	  par3cipatory	  commitment	  by	  senior	  leaders.	  	  An	  
addi3onal	  benefit	  is	  that	  whenever	  all	  stakeholders	  collaborate,	  ‘experience’	  can	  help	  temper	  what	  youth	  doesn’t	  (yet)	  
know,	  while	  youth	  will	  generate	  ideas	  that	  haven’t	  crossed	  their	  elders’	  minds.	  
	  
By	  striving	  for	  collec3vely	  realizable	  solu3ons,	  design	  workshops	  that	  examined	  reten3on	  needs	  in	  greater	  depth,	  
community	  by	  community,	  would	  build	  stakeholder	  buy-­‐in	  and	  collabora3on	  from	  the	  outset.	  	  Adap3ng	  an	  itera3ve	  
approach	  to	  developing	  policies	  would	  also	  mean	  changes	  could	  be	  tested	  and	  modified	  as	  they	  are	  introduced.	  
	  	  	  
The	  Navy	  would	  gain	  three	  immediate	  benefits	  by	  engaging	  specific	  communi3es	  in	  this	  manner.	  	  First,	  solu3ons	  would	  
be	  devised	  that	  are	  based	  on	  par3cipants’	  real	  world	  experiences.	  	  Second,	  the	  Navy	  would	  ‘walk	  the	  talk’	  by	  le5ng	  
Sailors	  and	  JOs	  know	  that	  their	  input	  and	  knowledge	  isn’t	  just	  valued,	  but	  is	  considered	  integral.	  	  Third,	  and	  most	  
importantly,	  elici3ng	  Service	  members’	  recommenda3ons	  for	  what	  will	  keep	  them	  in	  the	  Navy	  would	  itself	  double	  as	  a	  
reten3on	  tool.	  	  	  
	  
By	  showing	  caring	  and	  commitment,	  the	  Navy	  would	  be	  building	  community	  –	  community	  by	  community.	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Design	  thinking’s	  par3cipatory	  approach	  can	  be	  used	  to	  tackle	  other	  issues	  germane	  to	  reten3on.	  	  For	  instance,	  when	  it	  
comes	  to	  strengthening	  tradi3ons,	  which	  tradi3ons	  should	  the	  Navy	  keep?	  	  Which,	  if	  any,	  should	  it	  revive?	  	  What	  new	  
tradi3ons	  should	  it	  make?	  	  
	  
Alterna3vely,	  consider	  skills.	  From	  the	  Navy’s	  perspec3ve,	  which	  capabili3es	  are	  essen3al	  and	  which	  are	  nice	  to	  have	  
(but	  are	  not	  necessary)?	  What	  is	  required	  to	  operate	  a	  ship	  under	  varying	  condi3ons,	  and	  what	  is	  required	  to	  perform	  
essen3al	  du3es?	  At	  the	  same	  3me,	  what	  do	  individuals	  feel	  they	  need	  from	  Navy	  service?	  
	  
One	  reason	  to	  map	  the	  Navy’s	  needs	  against	  individuals’	  needs	  is	  because	  they	  are	  co-­‐dependent.	  	  Should	  they	  pull	  
apart	  the	  Navy	  can’t	  func3on	  effec3vely	  and	  the	  Navy	  will	  lose	  even	  greater	  numbers	  of	  talented	  individuals.	  
	  	  	  
As	  for	  what	  might	  help	  stabilize	  both	  legs,	  and	  help	  balance	  the	  Navy’s	  needs	  with	  individuals’	  needs,	  the	  triangle	  
depicted	  in	  the	  slide	  offers	  one	  possibility.	  	  	  
	  
From	  our	  perspec3ve	  as	  outsiders,	  those	  things	  that	  make	  ge5ng	  to	  serve	  in	  the	  Navy	  unique	  –	  a	  3ght	  sense	  of	  
community	  afloat	  and	  a	  bracing	  (not	  demoralizing)	  work	  environment	  under	  daun3ng	  (but	  invigora3ng)	  condi3ons	  –	  
represent	  the	  bridge	  between	  the	  Navy’s	  needs	  and	  individuals’	  needs.	  	  	  
	  	  
By	  finding	  more	  ways	  to	  capitalize	  on	  service	  at	  sea,	  and	  doing	  as	  much	  as	  possible	  to	  mi3gate	  the	  nega3ves	  associated	  
with	  life	  at	  sea	  –	  such	  as	  indeterminately	  long	  deployments;	  3me	  away	  from	  family	  (or	  3me	  away	  from	  being	  able	  to	  
start	  a	  family);	  a	  sense	  of	  strategic	  purposelessness;	  feeling	  trapped	  in	  the	  wrong	  ra3ng;	  lacking	  a	  sense	  of	  community;	  
and	  having	  too	  lille	  recourse	  when	  it	  comes	  to	  toxic	  leaders,	  peers,	  and/or	  subordinates	  –	  the	  Navy	  could	  improve	  the	  
odds	  that	  high	  value	  Millenials	  and	  Gen	  Zers	  will	  buck	  the	  predic3ons	  about	  their	  genera3on	  and	  will	  not	  only	  s3ck	  with	  




In	  conclusion,	  we	  believe	  the	  challenges	  today’s	  youth	  present	  are	  similar	  to	  challenges	  they	  have	  always	  presented:	  
young	  people	  typically	  dislike	  authority,	  favor	  egalitarianism,	  and	  avoid	  too	  much	  structure.	  Millenials	  and	  Gen	  Zers	  
aren’t	  really	  much	  different	  except	  in	  one	  regard:	  their	  willingness,	  and	  even	  eagerness,	  to	  communicate	  whatever	  
they	  feel	  like	  with	  whomever	  they	  choose.	  	  What	  they	  signal	  by	  doing	  this	  is	  that	  they	  really	  do	  believe	  everyone	  is	  
equal.	  	  A	  cri3cal	  ques3on	  for	  the	  Navy	  then	  becomes:	  how	  should	  it	  best	  ease	  its	  most	  junior	  Sailors	  and	  officers	  into	  
apprecia3ng	  that	  what	  all	  uniformed	  personnel	  should	  want	  is	  well-­‐led	  hierarchy?	  	  And	  not	  just	  because	  this	  is	  how	  
gerontocracies	  have	  always	  worked,	  but	  because	  the	  Navy	  can’t	  work	  any	  other	  way.	  
	  	  
As	  for	  how	  would	  we	  define	  well-­‐led:	  nothing	  about	  today’s	  youth	  suggests	  they	  would	  balk	  at	  fair-­‐minded	  leadership	  –	  
which	  is	  leadership	  that	  would	  ask	  them	  to	  think,	  and	  not	  just	  to	  defer.	  
	  	  
Indeed,	  we	  strongly	  suspect	  that	  this	  is	  exactly	  what	  Gen	  X,	  Millennial,	  and	  Gen	  Z	  high	  value	  talent	  seeks.	  	  If	  the	  Navy	  
can	  deliver,	  then	  reten3on	  should	  begin	  to	  take	  care	  of	  itself.	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